








The Sacramento County Superintendent, Dr. William Cunningham, stated in his
testimony before the Commission:

"local control means to me, vyou tell me what you expect me to accom-
plish and hold me responsible to accomplish it, as long as it is a
reasonable expectation. But don't tell me how to do it. That's
process; that's rules and regulations; that's paperwork; that's more
administrators to fill out the paperwork:. If I'm not competent to do
what you expect of me in my way -- in my community -- each of which is
unique unto itself, then get somebody else to do the job. Fire me.
But don't tell me how to do (it) and expect me to be accountable for
your way of doing it. That's unreasonable."

Dr. Glenn R. Houde, Superintendent of Elk Grove Unified School District,
stated in prepared remarks for the Commission's public hearing on the K-12
education system:

et me suggest that what we need -- if our purpose is to become both
more efficient and more effective -- something we can call 'legisla-
tion by objectives.' |If legislation can be written so that the

intended outcomes are specific and clear, and equally clear about what
will be seen as success in accomplishing these outcomes, then school
districts can and should be held accountable for producing the tar-
geted outcomes. Laws written in such a manner would make unnecessary
the translation by the State Department of Education of the law into
programs which almost always move away from purposes and focus on
telling school districts how to organize, manage, and deliver the
program.'!

Dr. Wayne S. Ferguson, Superintendent of the Fremont Unified School Dis-
trict, in his testimony before the Commission admonished the Commission:

""The most courageous act you as members of the Little Hoover Commission
could do, and one which would endear you to every person dealing with
schools in the State of California, would be to suggest that the
members of the State Legislature, who are every bit as sincere and
dedicated as local boards, leave process out of their legislation and
concentrate on results. In other words, suggest to the legislators,
who are striving their best to serve their constituents, that they
could best serve those constituents if they would quit sitting as a
SUPRA SCHOOL BOARD. Suggest that the Legislature develop the broad
outline of what they want the schools to accomplish in behalf of the
students of the state, and then get out of the way and let local
boards of education, teachers and administrators determine how best to
accomplish those goals."

Statewide Leadership and Accountability

Statewide leadership and control are crucial to holding school districts
accountable and to increasing their effectiveness and efficiency. The
districts should benefit from professional direction and leadership to keep
the school system ‘''abreast of the times' and control to keep it ''outstand-
ingly strong, and economically sound.'" Leadership 1is provided by the
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State Superintendent of Public Instruction and the State Board of Education.
Leadership is also provided by the Board's Educational Management and Eval-

vation Commission, and by the Department's Office of Program Evaluation and
Research.

Evaluation and research are critical elements of leadership. The policy
direction of evaluation is most clearly set forth in the statutes estab-
lishing the master plan for special education. It provides that the local
school districts are responsible for evaluation -of  the program. (The
Department, in carrying out that policy direction, has established seven
technical resource centers in county offices to assist the .local school
districts with this responsibility.) Evaluation activities at the state
Tevel are primarily characterized as ''special evaluation' studies.

The Department of Education develops information on district instructional
programs and financial transactions through the '""California Assessment
Program,'' the ‘''California Basic Education Data System," and the 'Fiscal
Accounting System.' These systems provide aggregate data on educational
outcomes, district operations, and fiscal accountability. They also provide

potentially useful information for :management intervention when program
objectives are not realized.

The California Assessment Program (CAP) demonstrates the quality and use-
fulness that aggregate student achievement information <can have ~- and its
limitations. CAP offers the possibility of control focused on results of
the instructional activity. CAP or similar data could identify, on an
exception basis, the districts and schools which do hot perform according
to expectations. This signal could alert the local board and Superintendent

to the probable need for better management and/or more resources to achieve
student expectations.

This type of control focuses attention on the purpose of the programs
rather than the process. |t permits local school districts flexibility and
achieves legislative needs for program accountability without massive
""orocess controls.'"  The state-level resources consumed in excessive regu-
lation can be redirected to intervention when serious exceptions to

expected student achievement are not successfully redressed by local school
boards.

The following courses of action might be initiated in exceptional circum-
stances: (1) The Superintendent of Public Imstruction would notify the
President of the 1local School Board that the district was substantially
below expectation in the area(s) of student achievement and/or operational
efficiency. The School Board would be requested to report actions being
taken to remedy identified probiems. .(2) if there were Bo subsequent
improvements, the Department of Education would be directed to send a review
team to the district to further define the problems and recommend correc-
tive action which the district should take. The <cost of this review team
might be borne by the delinquent district. (3) If the district still
failed to achieve reasonable expectations, the State Superintendent might
issue an order to show cause why the district should not be placed under a
trusteeship. As ‘elsewhere noted, extreme malfeasance could also result in
sanctions being initiated against the credentials of school administrators.
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Fiscal Audits

Testimony of state and federal auditors indicated that the state fiscal
control system is not excessive. The State Auditor General, who is a
strong advocate of the single audit concept in state government, believes
this concept is particularly applicable to the annual audit -and « raview of
school districts. Public accountants, the Department of Finance, the
Department of Education, and the State Controller's 0ffice conduct various
audit activities in California's 1,042 school districts. District audits
conducted by public accountants currently use standards developed by the
Department of Finance in cooperation with the Department of Education and
the Office of the Auditor General. |In recent years, these compliance stan-
dards have been expanded to include specific programs in school districts.
The Auditor General believes these standards can be augmented so that the
annual audits include a review of the control systems used by school
districts to ensure program compliance. This would reduce the need for
unnecessary auditing of school district programs by state agencies. This
concept assumes flexibility for state agencies to conduct expanded audit
testing in those school districts in which the annual audits reveal serious
instances of non-compliance with state requirements.

Managerial Efficiency

Prior hearings of the Commission have identified wasteful school management
practices including underutilization of facilities and excessive deferred
maintenance. Superintendent Riles testified that the Department staffs a
management assistance unit.which to some extent-assists school districts in
management improvements.

Many small local education agencies do not have the time, staff, or means
to examine and critique existing management practices objectively and inde-

pendently -- yet they must effectively use increasingly scarce resources.
Consulting sérvices are needed to provide assistance, direction, training
and improvement in the noncurricular areas of planning, organization,

administration, and operation of local education agencies. The administra-
tive services program activity of the Department of Education addresses
these needs when ‘''requested.''" On a limited basis, the Department conducts
special management studies of general interest to the school districts and
issues reports for their information and guidance. An example of this

would be a study of automated systems for scheduling school bus transporta-
tion.

The Commission recognizes that ad hoc approaches to the probliems of educa-
tional management are as ineffective as band-aids when surgery is required.
The recommendations contained in this report are directed to the develop-
ment and utilization of a management information system equal to the needs
of California's enormous, %12 billion education system. This management
system would permit instructional flexibility while emphasizing district
accountability for instructional excellence and operational efficiency.
The Commission believes such a system would reduce state-level cost, permit
greater leadership. through research to keep the system current - with the
times, and encourage more efficient use of limited resources at the local
level.
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in suburban sacramento

SAN JUAN UNIFIED SCHOOL DISTRICT

3738 Walnut Avenue N Carmichael, Callitornia 95608 . 816—~-484-2011

March 25, 1982

APPENDIX A

Mr. Les H. Halcomb

Commission on California State
Government Organization and Economy

11th & L Building, Suite 550

Sacramento, CA 95814

Dear Mr. Halcomb:

I am pleased to submit to you the district's responses to various
recommendations the commission has made concerning management
practices in San Juan.

You will find that we concur with the commission's recommendations
and will be continuing to implement the successful practices and
approaches in the district.

-

»

Your report has been reviewed by the Board of Education members and
they were in agreement with the administration's responses to each
of the commission's recommendations.

I, again, want to take this opportunity to thank the commission,
yourself, and staff members Burke Roche and Chuck Moss for the support
and commendations the district has received.

We appreciate the kind consideration afforded the district and its
staff members and feel that your findings and recommendations are
very insightful and helpful.

It has been a pleasure working with yo

Sin v,

red J. Stewart
Superintendent

Attachment

FJS/ec

cc: Stan Nielsen
Board of Education President



SAN JUAN UNTETED SCHOOL DISTRICT Agenda Ttem B (5;—-64
BOARD OF LBUCATION

Meceting Date 3/23/82

SUBJECT: LITTLE HOOVER COMMISSION REPORT
(Commission on California State Government Organization and Economy)

DIViSION: Superintendent's Office

ACTION REQUESTED:

Receive report of the Commission on California State Government Organization.
and Economy and proposed responses by the administration to.various recommendations
made by .the Commission.

RATIONALE:

The Commission on California State Gdvernment Organization and Economy conducted

a study of management practices of the San Juan Unified School District during the
fall of 1981. The staff of the -Commission gathered extensive information on district
operations during this period and Mr. Post, a member of the Commission, visited
numerous sites in the district. '

On November 11, 1981, the Commissiqpvreceiveﬁ;;estimony from Naida West, then
bpard president, Stan Nielsen, clerk of the board, and Fred Stewart, superintendent
of schools. .

Based on all the information compiled, the Commission has published a report ‘that
commends the district's management practices. Included in the report are recommenda-
tions dealing with various areas of the district's operations. The administration
has developed a response for each recommendation in the report for board review on
March 23.

PREVIOUS STAFF/BOARD ACTION:

Staff and board members cooperated fully with the Commission and its staff and
provided all information and reports requested.

FYI & report sent to board: 1/26/82. Complete report is on file in the board office. wmm
Scheduled for the 2/23/82 board agenda; item deferred.

FINANCIAL DATA:

CONTACT PERSON:  Fred.J. Stewait|, Superintendent cf Schools




SAN JUAN UNIFIED SCHOOL DISTRICT

RESPONSES TO RECOMMENDATIONS

" INCLUDED IN THE REPORT FROM THE

COMMISSION ON CALIFORNIA STATE GOVERNMENT ORGANIZATION AND ECONOMY

March, 1982
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Recormendation 1

This reconrendation Is not directed to San Juan officials, but to officials
{n other school districts who are experiencing declining enrollment and as

3 conscquence are confronted with the croblem of underutilized facilities.
These offictals should obtain confes of the San Juan planning and procedures
docunents which the district used to close five elementary schools.

Cther districts may alter the strateqv or change some criterfa and procedure;

since circumstances are bound to bhe different in different districts. Never-
theless, tho care and skill with which San Juan planned fts closures,
developed its criteria, and carried out 1ts evaluations should provide other
districts with valuable information on closing and consolidating under-
utilized schools. In particular, the information should help other districts
to svoid the negative response and active opposition that a number of
districts have recently experienced in attempting to close schools.

Recormendation 2

This and the following recommendations apply to San Juan District officials,

Continue the analysis of underutilized school facilitfes using the metho-
dnlogy established in closing the elementary schools. Action on improving
utilization of high schoals s particularly urgent, At the same time, since
ercess capacity has becn reduced from 21,5 percent to 12.1 percent, care
chould be taken not to sell facilities which may later be nceded: Where
demsgraphic projections indfcate that additional facilities will be needed
{n the late 1980's and 1990's, leasing currently unused facilities offers

an npportunity for increasing revenue and at the same time protecting
current fnvestment for future requirements.

pelfef Messures for Overenrolled Schools

While enrollment in the southwest aréa of the district has declined, enroll-
ment in the northeast has incrcased, lcading to serfously overcrowded schools

Since 1980, the Board has uscd funds from varfous sources, including impact
funds levied against developers of new subdivisions, to construct new
facilitics and add portable housing at overenrolled school sites. It has
also changed school boundarfes, bused children to less crowded schools, and
taken other measures to relieve overcrowding.’

Vost recently, the district is working to complete an application for state
funds under the provisions of Assembly Bill B. Final state approval is
schnduled for May 1982.

Exccutive Planning and Direction

The new Superintendent has developed & qenerally open and participatory
management environment. The management system stresses formal written goals
and objectives with time lines and evaluation of procucts. '

At the beginning of each yecar a detailed goals and objectives report 1s
corniled for cach department in the Bustness, Personnel and School and
Instruction Divisfons, At thc end of the fiscal year, corresponding reports
are Yssued evaluating the degree of attainment achieved for each goal and
fts assocfated objective and activities,

In the personnel area the district has placed heavy emphas{s in the Tast
two years on {mproving performince evaluation, refining recruitment and
selection of substitute teachers, and expanding fts affirmative action

G am

RESPONSES

Recommendation 1 )
The plans and procedures developed for schdol eonsolidation in the San J

Unified School District have worked effectively because of a massive eff
to involve the community in planning and implementation of consolidation
The district would be glad- to share documents And procedures with othet
school districts that are confronted with the problem of under-utiltized

facilities.

Recommendation 2

The planning department yill continse to utilire the district's consolid
tion task force in the analysis of under-utilized school facilities, Part
lar attention will be directed to the district's high schools as suggest
in the commission's report., The distrtet has expended major efforts {n
developing demographic projections which detail plant utilization throug
year 2000. These demographic projections will be utilized 4n the negoti
of lease and sale agreements which as the commission recommends will inc
district revenue and provide for future housing requirements.

Relief Measures for Overenrolled Schools

The planning department will continue to utiligze residential impact fee

sources to relocate portable classrooms and trailers at overenrolled sait
Additionally, school boundaries have been and will continue to be modifi
to decrease the cffects of over and underenrollment. Permanent solution
overenrolled schools are almost totally contingent upon funding availsbi
and rccent legislation and fiscal conditions have placed these funds on”

The school district through carefully prepared demographic projections h
planned for optimal use of all existent school housing. Additfonal facili

' as previously stated must depend on the allocation of additional funds.

Fxecutive Planning #snd Direction

The cstablishment of goals and objectives for the district has been a co
ative process involving the Board, the superintendent and the staff. Thi
total process has created an awareness in district personnel of the need
and of the goals add objectives established at all levels to mect those
The totality of involvement in the establishment of district goals and
objectives has created an "ownership" syndrome shared by all staff menber
vho in turn feel a high-level of commitment toward goal accomplishment.
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Operational Planning and Budget Developrent

By order of the Board, the staff has made a major effort in the past two
years to simplify budget documents and increase their clarity. The Doard

has invited broad community participation {n the budget planning process .

and has emphasized an open book policy.

Reyiewing the 1981-82 budget submitted by Superintendent Stewart, the Board .
made budget cuts amounting to $3 million. Altogether, the budget cuts
resulted in the elimination of 96 employee positions--8 manaqemgnt. 16 certi-
ficd (teachers) and 72 classified (non-teachers, i.e., {nstructional aides,
heatlh assistants, accountants, clerks, craftsmen, custodians, bus drivers,

and food service workers).

This year, the district negotiated salary increases of 6.75 percent tor

both certified and classified employees. The increases will cost theé
district $4.56 millfon. As a result of the budget cuts, however, the total
{ncrease in the 1921-82 budget over 1980-81 actual cxpenditures is $4.1
mil1ion, or 3.7 percent. A.nationsl economic forecdsting firm has estimated
that state and local governments generally will experience price inctreases
of 8.6 percent during fiscal vear 1981-82. Oy this measure, the inckerase

{n the San Juan School District budget 1s five percentage points below
expected Inflation levels. )

Although enrollment has decreased by over 8,000 students since 1970, total
employccs have increased from 3,100 to 4,100, an increase .of 32 percent,
txplaining this apparent contradiction, the district states that despite

the decrease in enrollment, the workload in San Juan, and in all school dis-
tricte in California, has {ncreased rather than decreased. The workload

has {ncreased bocause of the massive expansfon in recent years of special
educaticnal programs mandated by the federal and state governments, in
particular programs for the educationally disadvantaged and the poor.

Reconmendation 3

In developing the final budget, continue the practice of requesting the
superintendent to submit to the Goard of Education a 1ist in priority arder
of budget reductfons which he recommends and an additional 1ist which he
does not recormend. Since the Legislature does not adopt the state budget
until close to the end of the fiscal year {n July, the Goard does not have
an exact projection of funds avatlable at the time when the Superintendent
sutvalts his Tentative Budget in June, The reduction 1ists give the Board
time to review and decide on which cuts can be made with the least harm to
the quality and level 0f educational service if state funding 1s less than.
expected.

RESPONSES

gperatiénal Planning and Budgét Develbpment

The Commission's report accurately reflects San Juan'e
budget development process and our anticipated financial
situation for 1981-82,

Recommendation 3

1f the provisions of existing law (AB 777) are fully funded, the
district will not experience as many difficulties in planning for
1982-83 as it did in planning for 1981-82. For example, our initd
finaneial projection for 1981-82 showed a defiedit of roughly Simfl
This compares to an apparent surplus of almost $1.6 million in the
1982-83 projection, which resulted not only from anticipated growt!
in revenues but from the roll-on benefit of 1981-82 expenditure %

. reductions.

Recently, however, legislatien has been enacted (AB 1253) to strip
away one fourth of the cost of living allowances that school distr!
were scheduled to receive under AB 777. As a result, the entire §
million surplus has been erased. There 18 reason to hope that add|
tional funds will be made available in the 1982-83 State Budget Act
but the distriect must develop contingency plans for budget reductic
in the event this does not occur,

Oonce again, then, we face & situation in which the board, staff an
public must drav together to make difficult cholcea concerning the
educntional program. The success of last year's budget process

indicates that this can be accomplished in a consttructive and faily

manner with a maximum of participation from all concerned,



Recommendation 4

Continue the program of simplifying and clarifying budget documents,
explanatory comments, in particular cn those {tems where substantial
{ncreases or decreases have occured in comparison with prior year expendi-
tures. Where leqally required budget titles are not clear for a class of
expenditure, explain the actual nature of the ftem in parentheses or {n a
footnote. For example, the fiem Travel and Confercnces increased in 1981-82
by $108,000, to reach a level of $450,000. Both the increace and the tota)
spem crtravagent for a public acercy of 4,000 erployees unti{l one understands
that most of this expense {s for reimbursement to special teachers, teachers'
afdes, counselors, consultants, and other employees for travel within the
district, rather than travel outside the district to educational tonferences.

Expand

Hanagement Information System

The district has 3 batch driven, automated management {nformation system,
with equipment operated on a threc-shift, five-day week.

In 1980 the district issued an RFP to provide additional capacity and an
interactive capability.The new computer 1s scheduled to go on-line in the
first quarter of 1982, The district has a five to seven year plan of
{rplementation to cover all automated information requirements.

The new capability will provide management with nore timely information on
student end employce records, encumbrances and expenditures, equipment and
facilfties maintenance, and pupil transportation. The goal {s to reduce
hardware, software and maintenance costs by 25 percent, now at a level of
approximately $1.24 millfon.

Recormendation 5

Before the new Univac computer goes on-line in the first quarter of 1982,
develop systematic control, evaluation, and trade-off procedures to {insure
that the increased data processing capability {is apolied to information
require~ents whizh promise the highest cost-benefit returns.

Expenditure Control and Reporting

In 1930-81, the district initfated an extensive campaign to tighten control
over expenditures. : ’ .

The district now uses a basic encumbrance procedure which requires all
purchases to be posted against budget allotments prior to issuance. In

April 1981, the administration fmplemented a new automated system for payroll
and personnel inforrmation. The new system combines all information 1n one
file, provides casy access and change capability, and insures that the
fnformation on ecach cmployee Is not contradictory.

Developing accurate reporting of average dafly attendance flgures (ADA) is
extremnly important to any local district. State funding allocations for
reqgular classroom tcaching, as well as for many of the special educational
programs, {s based on ADA. For 1981-82, with the new computer due on-1ine
fn the first quarter of 1982, the district has set as a major goal the
sautomation of attendance at all K-6 and 7-8 schools,

.

As a result of the public auditor's report of 1980, the district has

intttated 8 program to tighten up and reduce the investment in inventorfies

by 50 percent. The audit report cited no exceptions to responsible accounting
of district funds.

¥

RESPONSES

Recommendation 4

zhe.district'views this recommendation as totallf Justified. New budyp

o;uments are being prepared on a recently acquired word processst wh
will permit the expansion of comments and supplementary information g
clarifying budget content and procedures. The new budget format will

clude a total district organizational chart for which there have bee
numerous requests, )

With regard to the commission's comment on travel expenses, it must b
recognized that less than $50,000 of general fund money ua; budghted
conferences outside the district. Care will be taken in the fut&ge t
indicate the major portion of this appropriation is for automobile t
portation within the confines of the achool district and 1a essential
the operation of the educational program, ’

Hanagement TInformation System '

The new 1100/60 computer scheduled to go oh-~line during the First quat
of 1982 completed acceptance testing on February 27, 1982, Disttict
personnel are now installing programs on the 1100/60. Guidelines ate
progress yhich will determine the control and Implementation protedure
essential to efficient usage of the district's new computer,

Expenditure Cortrol and Reporting
The commission's report has accurately demcribed our activities in t!
, arens. Design of the new automated ADA teporting system 18 proceedi:
ischedule. It should be tested and in operation by June, 1982, using
rented computer time provided by the California Department of Justic
¥Yhen new Univac equipment is instslled, the district will be able to
the system immediately to our equipment since San Juan's new system
fully compatible with that located at the Department of Justice,

In addition, we have aslso automated our ADA forecasting model using
mini{ computer located Iin the planning department.



Matntenance and Operations

e of the major ftems {nvolved in cutting the 1981-82 budget by $3'mil11fon,
was reducing custodial service to every other day cleaning. This action
eliminated 50 custodfal positions. Savings are estimated at $661,000
annually.

The district has & backlog of deferred mafntenance of 418 miliion. The
annual allocation in recent years has been around $260,000. The district
has conducted a survey of unused property and has identified 191 “acres of
excess land at 54 school sites. The property has an estimated value of
$5.7 million. The district {s now identifying those parcels which can be
s0ld. Thoe revenue will be used to reduce deferred maintenance and to help
bring it under manageable control.

Recommendation 6

Investigate the savinas potential in contracting with private firms for
¢uch services as security, custodial, maintenance and food services.

Transportation

The district comissioned 8 pupl) transportatfon study fn 1981 by Price
Vaterhouse Company and Edgar Management Consultants. The study recommends
changes in routing, corner stops, vehicle replacement, parts inventory
control and fringe benefits. It also recommends initiation of a parent
pay program, Savings are estimated at $450,000 to $500,000. Most of the
savings would be realized from the parent pay program. These savings may
not be achieved, hownver, since existing state law allowing parent pay is

“¢cheduled for sunset in June 1982.

Collective Bargaining

poth dis'=ict and union officials report that management-unfon relations

ard comunication have {mproved significantly {n the past two years. The
district has encouraged participation by employees and their representatives
fn pollcy formslation, budget development, and personnel procedures. Unifon
represcntatives sit on the Superintendent's cabinet, together with the Presi-
dent of the PTA Council and district officials,

The district stresses mutual problem solving in the negotiating .process.

Despite improvement {n management-union relations, the negotiating process
rematns a high risk area for management-employee conflict and work stoppage.
Unt1] the state budget {is adopted--usually only days before union contracts
explre--neither minagement nor the union {s in a position to reach agreement,
since they do not know what funds are available.

As 8 consequence, negotiations In past years have rarely been smoth, In
1977 teachers struck for four days. This year the contract was settled
before the school year began--the first time since 1977.

RESPONSES

Maintenance ‘and Operations

M & 0 will investizate the cost and practicality of providing custodia
and/ér mgintenance service through contracting with private vendors,

Recommendation 6

Food Service: The food setvice department will tequest a proposal
from a food service management company which will be reviewed by
district administration.

Transportation

The commission's statement pertaining to transportation reflects the
recommendation of the consulting firm. Changes in routing, plhcemeht «
stops, increased walk zones, elimination of "double busaing” servick te
ndjoining high schools and a time change fot intermediate schools tas
sccomplished for the 1981-82 school year with a budgeted savings of |
approximately $300,000. Reductions in the fringe benefit program weul
subject to negotiations. The new parts invéntory program recovmerded
the consultant would require new employees to be added to the depdrtme

escalating ¢osts in this area,

The board, after 4 thorough study, deciined ' to institute a parent bay |
gram in view of the fact that authorization to do so would expire in J
1982, Opposition to such a plan on tbe part of citizens was evidahced
8 survey tnken by the district's research and evaluation department;

ever, it may be necessary for tha district to reconsider its position
parent pay as funding for transportation becomes fnereasingly difficul

maintain,

The trangportation department will continue té6 study route changes and
service levels to effect further savings.

Collective Barpaining )

The office of employer/employee telations will continue to work with 1
resentatives of the various bargaining units maintaining open 1ines of
munication between bargaining units and the board.

the administration and empld

In preparation for negotiations for 1982,
organizations will attempt to define those problems which should be
addressed by both parties in the course of nepotiations. Administrati
and the bargaining units plan to exomine projected revenues and expend
tures for the 1982-83 school year,

The administration is confident that improved relationships betveen ma
ment and the agsociations will continue and will provide the basis for
tract settlements prior to the beginning of the 1982-83 school year.




Recormendation 7

tontinue the program of mutual problem solving 1n management-union relations.
£xpand 1t to all areas where it promises to be effective in reaching
mutyally satisfactory agreements in contrast to the advprsary procecdings

of the barqaining table.

Community Involvement . o

The district stresses formal community participation in all of its activities,

stablished six citizen
To provide structured community fnput, the Board has estab
adv?sory committees. The Board also appoints 8d hoc committees from time
to time on particular programs; e€.9.. Graduation Requirements Committee.

A Principals and Presidents Council, consfsting of the ten high school
principals and presidents of the PTA or Parents Club,
problems, make recommendations, and prepare presentations to the Board of
Education. An Intermediate Schools' Parents and Administrators Council
performs a simitar function for 7-8.

The Superintendent is a member of the PTA Councll, regularly attends fts
monthly meetings, and {s often cn the agenda. The Associate Superintendent
ments each Friday with parent representatives from all schools located
wilhin the attendance area of twoe high schooils,

Recormendation 8

1n the Novembar election, three new members were elected to vacancles on
the Sah Juan Schoo! Board. The new trustees, {n conjunction with the two
current trustees, should continue the district's emphasis bn community
fnvalvement,

Virtually a1l suthorities on education sgree that the gravest problem facing
public education today 1s the growing disillusionment and disparagement over
the quality of education provided by our tax-supported schools. More and
more w: read reports of confrontations between taxpayers and school admin-
{gtrators ‘over financial support of the publi¢ schools, 1In some Cases--
most recently in Hichigan--school districts have been forced to close down,

Durlng the course of our study, Peggy Dial, President of the San Juaa PTA
Council, and others told the Cormission that the district had strong support
and approval from parents and the community. They attributed the positive
response to the concentrated effort the district has made to communicate
with and involve the cormunity {n fts decisions and datly operations. Our
concluding recormendation f¢ based on this finding, MNo ather area, perhaps,
is more {mportant to maintaining and {mproving the quality of a district's
educational services.

meets monthly to review

{ other curtent {sbues are conducted periodically,

1 and vwill be widely disseminated.

RESPONSES

Recommendation 7 “ .
The superintendent, director of employer/employee relations and the per
office are working with leaders of employee orpanizations on & dally
discussing problems which have in the past been resolved at the negot
table! 'This process is proving to be successful and the sdministrat!
tends to continue the practice of reducing the number of adversary is
A new spirit of mutual problem-solving has vastly improved communicat
between managemant and the work force,

Community Involvement
The board and administration involve the community extenstvely in ord
facilitate problem solving. 1In addition to board eatahlished advisor
mittces, n large nurber of other eltizen stafled advisory bodies, co

councila and other groupa function in the school district. The board
nizes the importance of parent/citizen support in the decision making

and regards citizen {nput as essential to the suyccessful operatfon of
achool district.

Recommendntion B

The board 1s committed to the continuance 8f & poliecy of extensiveé co
involvement, Board advisory committeen dre actively supported by the
and participatioh of citizens at board mectings 1s encouraged and inpu
scheduled on each board agenda, Extensive efforts are made to communi
with the community through the tedia, parent groups, other governmenta
apencies, employew associationa, studerit associations and citizens st

Polls of eitirzen mttitude and sentiment toUArJ such 1sauen as phying
transportation services, closed campus, Additlonal fundamental #thools

A narrated filmstrip that will e used vith atea service groupi Ahd et
tively tells the story of the Sdn Juan Distiiet 4s cutrently belng pre
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APPENDIX B

CATEGORICAL PROGRAM STRUCTURE

Categorical programs can be described as mechanisms to provide funds
for education beyond those apportioned for general education aid. Individ-
ual programs are characterized by eligibility criteria which "identify
certain classes of students as potential recipients of services in addition
to those normally provided by the school district. Among State-funded
categorical programs included 1in this study, the major ones are described
below. Funding levels and numbers of program participants are presented in
Table 1. (More detailed descriptions of these and other State and Federal
categorical programs are contained in Appendix A.)

Economic Impact Aid (EIA)--provides for remediation services for edu-
cationally disadvantaged youth (State Compensatory Education (EIA-SCE)) and
for English and native language instruction to students .with limited
English proficiency (EIA-LEP) in grades K-12.

School Improvement Program--makes:funds._available- -for the improvement
of the K-12 instructional program based upon a plan developed by school-
site administrators, teachers, and parents.

State Preschool Program-~offers educational programs for low-income
children aged 3.9 to 4.9 vyears.

Miller-Unruh--provides reading specialist teachers to schools with
students having difficulty with reading. Services may be provided to low-
achieving students in grades K-3 or A4-6.

Special Education--offers instructional and support services to chil-
dren with exceptional needs in grades K-12. Federal funds to districts are
also allocated for special education.

The following Federal categorical aid programs are mentioned in this
report:

Elementary and Secondary Education Act (ESEA), Title | (Basic)--pro-
vides funds for supplemental educational: services to . some disadvantaged
and lTow-achieving students in grades K-12. Services are intended to be
directed primarily to the basic skills areas of reading, mathematics and
language. However, support services such as those provided by nurses, aca-
demic counselors,deans, psychologists and community workers.may be included
as well.

Source: State Department of Finance's A Study of California's Categorical
Education Programs for Kindergarten through Grade 12 (April 1981),
pages 9-23.




TABLE 1

SERVICE LEVELS FOR MAJOR STATE AND FEDERAL
CATEGORICAL PROGRAMS

~ 1979-80
Local . State
Assistance Admin{stration Students
(in millions) {{n millions) Served

School _ '
Improvement $ 135.3 $ 4.22/ 1,213,521
State ' ’ “
Preschool 25.8 2/ 19,300
Economic
Impact Aid 141.5b/ 2/ 828,000¢/
ESEA,
Title 1 } 277.2 2.6 4
Miller-Unruh 14.0 a7 "N/
Special
fducation £44.5 4.5 350,535
Yocational .
fducation : 54.8 3.4 807,068
#igrant |
fducation 42.3 1.6 103,000
ESEA, ‘
Title VII ° 27.8¢e/ 1.0 88,6158/

2/Includes administrative costs for School Improvement, State
Preschool, and Economic Impact Aid.

b/rpproximately $20 million of EIA funds is fdentified for LEP
students. Two-hundred-thousand LEP students are eligible to
receive services provided by compensatory education funds. An
additional 94,000 LEP students receive EJA-LEP funds only.

£/Three-hundred-eleven thousand students are funded through Title I,

87,000 through EIA-SCE, and 430,000 through a combination of

Title 1 and EJA-SCE.

d/Administration for the Miller-Unruh Program fs contained in the
State's administration of Consolidated Application programs.
Eleven-hundred reading specialist positions were funded through
this program.

2/State Department of Educatfon, Office of Bilingual-Bicultural
Education.

SOURCE: 1981-82 Governor's Budget, p. £1-E62; Legislative Analyst,
An2lysis of the I?Bl—EZvBud—_t Bill, p. 11530
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ESEA, Title 1 (Migrant)--offers supplemental instructional services to

children of migrant workers. Health and social services also may be pro-
vided.

ESEA, Title Vli--provides for grants to districts and to schools to
develop and improve bilingual education programs.

Vocational Education--provides funds for developing, improving and
maintaining vocational education courses. Portions of funds are allocated
for supplemental services to low-achieving and to handicapped students
enrolled in such classes.

In addition, a variety of smaller categorical programs are supported
through State funds, including Staff Development, Native American Indian
Education, Gifted and Talented Education, and Demonstration Programs in
Reading and Math. Federal grants to school districts for innovative educa-
tional programs (ESEA, Title IV-C) and for basic skills improvement (ESEA,
Title I1) as well as entitlements for textbooks and instructional materials
(ESEA, Title IV-B) are additional sources of categorical funding.

Program Funds

Funds for the various categorical programs reach the student level

through three basic models. The majority of the funds--e.g., EIA, Special
Education, Title | and SiP--flow from the State or Federal Government to
school districts, county offices of education and, in some cases, regional
offices. These agencies then allocate the money to schools or provide

direct services to students. Some Federal funds--e.g., Title VIl and Emer-
gency School Assistance Aid (ESAA), flow directly to the Jlocal agencies
which allocate the funds to schools. In addition to these common models,
some school districts set aside a portion of the districts' general fund
apportionment. to establish a special compensatory education program. (These

models are shown in Illustration 1.) While the illustrations may be overiy
simplistic, they show the levels of government which are often involved in
the delivery of services to students through the categorical programs. The

models may also indicate why coordination of program services is sometimes
difficult.

Categorical programs are intended to layer additional services upon
the base instructional program. Beyond certain minimum requirements that &
classroom teacher and basic texts must be provided, base programs may vary
across districts due to differences in revenue limits, personnel costs and
teacher-student ratios. Thus, one district may be able to provide a full-
time nurse at each elementary school; in another district a nursing posi-
tion may be split among two or three schools. The result is that the
additional services supplied through categorical funds are layered upon
instructional programs which vary somewhat in kinds and amounts of services
rather than being layered upon a uniform Jlevel of services provided in the
general educational program.
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JLLUSTRATION 1

FLOW OF CATEGOR!CAL DOLLARS

Model 1.

State-Legislated Federally~Legislated
Categorical Programs Categorical Programs

T

State Department of Education

\

Local Districts/County Offlces of Education

/ Sclhool s

Students Students
(eg. EIA-LEP, Special Ed.) (eg. EIA-SCE, Title 1)

i

Model 11.

Federally-Legislated
Categorical Programs

Local Districts/County Offices of Education

Schools

Students
(eg. ESEA Title VIl, Federal desegregation programs)

Model 111,

Local Districts

Schools
Students

(eg. District Compensatory Education Programs)
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Program Characteristics

Despite the variety of individual programs, certain characteristics
are common to most categorical programs. First, districts must be able to
demonstrate that levels of district-provided services to schools receiving
categorical funds and schools not receiving categorical funds are equal.
The comparability provision contained in Title | requlations requires that
teacher to student ratios and per pupil expenditures by the district be
equivalent for the two groups of schools. Additionally, services or mate-
rials purchased with categorical funds at a school site must supplement,
not supplant, those provided by the base educational program. Funds cannot
be used to reduce the normal local effort--e.g., to pay the salaries of
classroom teachers or to buy basic texts. The excess cost services--such
as reading instruction in a Title | Lab, remedial materials, or the assis-
tance of a classroom aide--must be in addition to the instruction children
regularly receive from their classroom teacher.

In general, the major goal of most categorical programs is to improve
students' performance in the basic skills of reading, language, and mathe-
matics. Methods used to achieve this goal may vary according to the group
served by a particular categorical program and the type of remediation
services developed at an individual school site.

Locally established councils consisting of site administrators, teach-
ers, parents and community members are a requirement of most categorical
programs. Members of these councils are expected to participate in’ the
development and operation of individual programs. 1In Title | advisory
councils established at the school and district levels, a majority of the
members must be parents of students served by Title | programs. Councils
have responsibility to provide advice on the planning, implementation and
evaluation of the Title | Program. School site councils, required by the
School Improvement Program, have decision-making responsibilities. Parents,
‘teachers and administrators are to develop the school plan, review the
implementation of the plan and the effectiveness of the program, and estab-
lish a budget based on School Improvement funds. Bilingual advisory
cemmittess or councils provide advice on developing a plan for bilingual
education and assist with the school lTanguage census and needs assessment.
Additionally, advisory councils must be established at the school site ancg
the district level for such programs as Special Education, Preschool, ang
Migrant tducation. All of these councils require regular meetings to
insure oversight of program development, implementation and evaluation.

Program Eligibility

Criteria for service eligibility differ among the programs. In some
cateqgoricals, such as Migrant Education and EVA-LEP, eligibility is based
upon the individual--e.g., if a child is migrant or is limited-English pro-
ficient, then the student is eligible for service from these programs. In
Special Education or in Gifted and Talented Programs, another set of
criteria--diagnostic tests and professional judgement--is used to select
participants. '
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In Title | and SCE, however, the establishment of a program is based
upon population factors. Funds are allocated to districts based on poverty,
pupil transiency and bilingual-bicultural indices. Eligibility within a
district .is then based upon school populations of economically disadvan-
taged and low-achieving students. Districts have several options in deter-
mining eligible schools. They can select either receipt of Aid to Families
with Dependent Children (AFDC) funds or of free school lunches as measures
of economic.:disadvantage.: Eligibility for:AFDC™is evaluated-by. the ~county
welfare office; eligibility for free lunch is based on seif-declaration of
low income. Districts can also select whether to use numbers or percent-
ages of low-income students in ranking schools on the low-income - measure.
Once a school has been selected for funds based on its Tow-income popula-
tion, objective criteria such as scores on standardized achievement -tests
are applied to select individual program participants within those schools.
According to Title | and SCE regulations, students scoring at or below the
50th percentile in standardized tests of achievement of reading or math are
eligible for service. However, a district may choose to limit the number

of students by selecting a lower cut-off’ score;.such-as:the:40th-or-the
35th percentile.

Service Delivery

Over a period of time, categorical programs have been created by the
State and Federal governments to address the needs of specific populations.
However, since the eligibility criteria for different programs are based on
similar characteristics, and since few, if any, exclusionary provisions
prevent participation in more than one categorical program, a number of
students are eligible to participate in multiple programs (see Illustration
2). And, since the broad goal of all the categorical programs is to improve
basic skills, the types of services provided may be similar. Thus, by
law a low-achieving migrant child in a Title | school with a Miller-Unruh
teacher could receive assistance in reading from a migrant tutor, a Title |

Classroom Aide, a Title | sponsored reading lab, and the Miller-Unruh
teacher,

The per pupil cost for each categorical program differs widely. In
some programs, such as School Improvement and Gifted and Talented, per
pupil costs are specified in legislation. For Title | and SCE, the dis-
trict can exercise some control over the amount allocated per pupil by
determining how many of the eligible schools will be served. The distric:
can decide to maximize dollars per pupil in each school or to maximize the
number of schools and students served. In Special Education, however,
service costs are not specifically limited. Rather, schools: are.obligated

to spend the amount necessary to provide services to meet the student's
special needs.

Program Planning and Evaluation

Planning for the use of categorical funds can occur at both the dis-
trict and at the.school level. The major planning effort at the district
level is the annual Consolidated Application, which includes fiscal infor-
mation about School Improvement, Miller-Unruh, Economic Impact Aid, ESEA
Titles I, 1V-B, and |V-C, Staff Development, State Preschool, and Indian
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ILLUSTRATION 2
STUDENT PARTICIPATION BY PROGRAM

Characteristics of Students Participating
in Categorical Programs
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Education. In this document, districts identify items such as the income
measure selected to rank schools and the type of test and cut off score
used to select participants in Title | and SCE projects. Schools receiving
Title | and School Improvement funds are identified, as are the number of
Title |/SCE participants and of LEP students in each school and the per
pupil levels of funding for those programs.

Local schools targeted to receive funds in a district Consolidated
Application prepare a School Plan for Consolidated Programs. One portion
of the plan consists of budgets for each funding source at the school site
and for centralized services, data on the numbers of School Improvement,
Title 1/SCE, and of LEP students, and information about the composition of
different advisory councils. This part 1is submitted annually to the dis-
trict and to the State Department of Education for review and approval.

A second part of the School Plan is an instructional plan required
every three years for sites receiving School Improvement or Title 1/SCE
funds. Parent, as well as staff, participation in plan development is
stressed. For schools with School Improvement funds, parents, as members
of the school site council, are to work with other council members and
school staff to develop the actual plan. Parent members of Title 1/SCE
school councils act In an advisory capacity to those preparing the plan.

The first step in preparing a plan is to develop a needs assessment in
the areas of basic skills, multicultural education, and staff development.
In addition to the general needs of the student body, the assessment must
reflect the needs of Title |/SCE students, LEP pupils, and students with
exceptional needs and abilities. Although the input of parents as well as
of teachers and staff is required, there is no specification as to how the

assessment is to be conducted or the responses from different groups
weighted.

Based upon the needs assessment, performance objectives are set in the
areas of reading, language, writing, .mathematics, and multicultural educa-
tion. For Title 1/SCE, performance objectives must be included for each
area in which excess cost services are provided; however, the school has
discretion in defining the +type and scope of the objectives. For LEP
students enrolled in bilingual classrooms, performance objectives are
required in the areas of English-as-a-second-ltanguage instruction, reading
and writing as well as primary language development, reading and writing.
For students on Bilingual Individual Learning Plans, a statement of how
needs were assessed, how the plans were structured, and how student pro-
gress will be evaluated must be included.

Program descriptions of both the base program and excess cost services
are another element of the school plan. According to the School Program
Develdpment Manual, 'the description of the Title 1/SCE excess cost
services clearly identifies the services, describes the type and amount of
services, describes the integration of the excess cost services with the
regular or base classroom program, and links the excess cost services to
the Title |/SCE program budget entries.'l/

1/ California State Department of Education, School Program Development
- Manual, (Sacramento: California State Department of Education, 1980),
p. 50.
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The completed plan is reviewed and approved at the school site.
Reviews of school plans and budgetary information are also conducted by
local districts and by the State Department of Education to determine com-
pliance with regulations affecting each of the .consolidated categorical
programs. These plans form the basis for on-site reviews conducted every
three vyears through the State Department of Education. Conducted by
Department staff, consultants and personnel from other districts, the
reviews evaluate the quality of the instructional program--e.g., reading,
language and mathematics programs--as well as the quality of excess cost

services provided to Title I/SCE and to LEP students. In addition, compli-

"ance --to State -and :Federal  regulations regarding certain categorical
programs is assessed. Program quality and compliance ratings are presented
to the school staff and to the Department of Education. No follow-up
action is required for quality ratings, but within 45 days following the
review, schools are to respond to the State about the noncompliance items.

Other plans may be required by State or Federal law depending upon the
resources provided to the district and to the school. For Special Educa-
tion, a master plan is required for the local educational agency and
individual education programs must be -written for each child receiving
Special Education services at a school site. Plans are also required for
such programs as Migrant Education and Gifted and Talented Education.

While status as a child of a migrant worker or low-achievement in
standardized tests may result in eligibility for .services provided by one
or a number of programs, eligibility does not automatically result in
delivery of service. Because of current Federal and State law, some program
eligibility criteria are based, in part, on proxy indicators of need. For
example, to receive services from Title | or SCE, children must not only be
low-achieving, but also be students in a school with a sufficient number of
low-income and Jlow-achieving pupils to receive funds as determined by the
district. Even if some sort of excess cost service is prov-ided, the type
and quality provided to each child may not be uniform within the school or
within the district. Descriptions of types of service delivery, the varia-
tion in delivery, and the reasons for such variation are detailed in the
following chapter.
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